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This paper presents a conceptual framework that suggests individual and organizational core values as the foundation that 
shapes the organizations’ value configuration. The framework also elaborates upon service delivery phases and the 
corresponding functions of values that enable a service organization to deliver values to its customers while also contribute to 
the societal wellbeing. The study contributes significantly to the development of theory on value configuration as well as 
providing useful guidance to service managers. Particularly, the conceptual framework acknowledges that delivering better 
value to its customers does not take place in isolation, rather it requires considering value aspects in each phase of the service 
delivery system. 
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Value for society.    
 
1. INTRODUCTION 
Despite its rich literature, discussion centered on values seems to be fragmented. Based on a review of existing body 
of value-based literature, it is viewed that value is as an integrative system that permeates the entire organization’s 
service delivery process, which functions as an important structure in enabling value-based service delivery. 
In a value system, instrumental values play significant role in achieving the desired outcome (Ucanok, 2009). “A value 
system is the sum of enduring standards of perception, attitudes and modes of behavior that serve the existence of 
a society” (Ucanok, 2009, p.2). Although the construct value may exert multiple effects simultaneously (Agle & 
Caldwell 1999), most of the value based empirical literature portray it as a simple construct by merely considering 
it either as an antecedent or as a consequence (see Lam et al. 2004, Pura, 2005, Yang & Peterson 2004). In this study, 
it is assumed that task-related (instrumental) values influence the end-values and both are shaped by core values. 
Core values also drive the goals set for the organization. Moreover, it is proposed that, core values have to be 
internalized within the organization. In turn, value internalization induces organization value congruence which in 
response, shapes the task-related values (task values), that guide organizational members in performing their tasks, 
and that drives the terminal values that organizational members aim to achieve. Taken together, core values 
determine the goals of the organization, as well as shape the behavior of the organizational members. 
The purpose of this paper is to present a conceptual framework that emphasizes on core values at both individual 
and organizational level to produce better value congruence to achieve better task-related and end-values. This 
framework also highlights the corresponding functions of values related to the service-delivery process that 
eventually may assist to deliver value-laden outputs to its customers while also contribute to the societal wellbeing. 
To fulfill this research objective it is attempted to answer the following questions: 
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a) What are the core values that shape/drive value-based service delivery process?  
b) What are the task-related values that are important for value-based service delivery process? 
c) How do core values, task-related values and terminal values are interconnected to deliver a value-based 
service system?  
This article contributes to the value literature primarily in four ways. First, the emergent conceptual framework 
generates value constructs and proposes their relationships. Second, the conceptual framework acknowledges that 
delivering better value to its customers does not take place in isolation, rather it requires considering value aspects 
in each level related to the service system. Third, this paper contributes to the research on value system by 
highlighting the role and functions of different aspects of values under task-related and end-values to show clearer 
picture in developing value based service system to the service organizations. In the following sections, core values, 
value internalization and value congruence are discussed. Next, the contemporary values literature is reviewed.  
Finally, the conceptual model of values along with the propositions are presented.  
 
2. CORE VALUES  
Core values are different from the values in general in the way that they influences people’s attitude and behavior 
and supersede other values in a value system (Pant & Lachman 1998). These core values act as the bonding to hold 
an organization together and remain stable even if it is necessary to respond to the change in world views (Collins 
& Porras 1996). According to Baker (2011), core values reflect the emotional but essential aspects which require to 
be held strongly and widely, are needed to be stable over time and should not vary much across group of people 
from different demographic, such as ages, levels of education and so on. On the whole, it can be said that, core values 
are the set of beliefs that directs the behaviors to create favorable practices within the organization for long term 
sustainability and success.  
There are some distinct set of values that an organization also possesses such as ethical code of conducts and 
organizational culture (Agle & Caldwell 1999, White & Montgomery 1980). Organizational values are shared by a 
large number of people which help to reduce any confusion within the organization (Morrison 1996). As the focus 
of the core values are basically long term, rather short term (Collins & Porras 1994), it highlights the importance of 
instilling ethical behavior and to prepare workable code of conducts (Morrison 1996). Ethical code of conduct also 
recognized as one of the organizational values or culture (Humble et al. 1994) which can be explained partially by 
individual values (Singhapakdi & Vitell 1993). 
In addition, organizations that possess strong cultures tend to show better overall performance (Baney 1986). This 
strong culture is often instilled by emphasizing and sharing the core values among the employees and organization 
(Meglino et al. 1989). Thus, at the organizational level, culture is considered as the organizational values that are 
shared among all individuals (Agle & Caldwell 1999).  
From the above discussion, the following set of core values that encompass most of the important core values 
mentioned in past literature is proposed. At the individual level, these include (i) moral ethics, (ii) honesty and 
fairness, (iii) good behavior/optimism, (iv) sense of responsibility, (v) creativity, (vi) achievement, (vii) good citizenship, 
(viii) respect and concern for other’s dignity and right (human as well as animal), (ix) concern for the environment 
and society. On the other hand, at the organizational level, (i) ethical code of conduct and (ii) culture are considered 
as the core values.  
Taken together, it is suggested that, specific work-related core values are needed to be translated into business code 
of conduct and ethical practice. Moreover, these values are needed to be reflected in the whole organization’s 
culture.   
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In this study, the following assumption is made. Individual values, are the nucleus of one’s value system, and thus have 
direct influence on his work and overall live values and attitudes, including the place where he/she chose to work, 
the kind of work he/she will do, as well as the decisions he/she will make. In this regard, the organization core values 
are shaped by their owners and the entrepreneur-managers who run it. 
 
3. VALUE INTERNALIZATION AND VALUE CONGRUENCE  
Regardless of the similarities or differences in defining the core individual or organizational values, it is important to 
have the congruence between individual and organizational values to create a better organizational culture (Asgary 
& Mitschow 2002, Fisman & Khanna 1999). It is necessary to distinguish value internalization from the concept of 
shared value. Value sharing has been defined as “work values that are shared by the workers” (Deal & Kennedy 
1982) while other researcher has defined it as a win-win situation among the parties (Porter & Kramer 2006, 2011). 
To avoid this overwhelming situation, the term value internalization is coined which exclusively refers to aligning the 
core values in the day-to-day organizational activities and to exercise the core values in the everyday works. 
Moreover, in a broader term, it includes the value sharing approaches among the employees as well as employers.   
Internalizing the core individual values with core organizational values can create value congruence which in turn 
potentially produces organizational success (Posner et al. 1985). Value congruence is defined as the resemblance 
between values that are possessed by individuals as well as organizations (Chatman 1989, Kristof 1996). A significant 
body of research has highlighted the importance of congruence of values between employees and organizations 
(Kristof 1996, Ostroff & Judge 2007) which suggests that when there is similarity exist between employees and 
organization, employee feels more satisfied with their jobs and tries to uphold the employment relationship (Kristof-
Brown et al. 2005, Meglino & Ravlin 1998, Verquer et al. 2003). As such, value congruence helps employees to 
become satisfied in their given work roles, encourages to perform extra-role behavior, and reduces organization’s 
turnover costs (Podsakoff et al. 2000, Riketta 2005).  
Posner et al. (1985) found that value congruence forms supportive relationship among the superior and subordinates, 
which subsequently reduce role ambiguity, conflicts and tension levels at the office as well as in the home. They 
further concluded that value congruence affects effort and commitment of managers in the work-place and provide 
employees “a sense of success and fulfillment, a healthy (less cynical) assessment of the values and ethics of their 
colleagues, subordinates, and bosses, and a greater regard for organizational objectives and significant organizational 
constituents” (1985: 303). On the other hand, Boxx et al. (1991) found that value congruence influences satisfaction, 
commitment and cohesion whereas; Uçanok (2009) found its effect on organizational citizenship behavior. In support 
of this view, vanRiel (1995) stated that “employees who see their own values expressed by the organization will 
show higher commitment and communication will be more credible to both insiders and outsiders”. 
Hence, it can be said that, value congruence do make a difference to organizational success. Once the values are 
internalized and congruence exists between these two levels (employees as well as organization itself), eventually 
better values are produced in terms of favorable employee attitude, increased productivity, profit and the like. 
 
4. RELATIONSHIPS AMONG CORE VALUES, VALUE CONGRUENCE AND VALUE INTERNALIZATION  
Agency theory advocates that one of the reasons of avoiding the work responsibility for the employees is valuing 
own self-interest rather than the organization (Alchian & Demsetz 1972, Jensen & Meckling, 1976). However, agency 
theory pays little attention to the intrinsic alternatives that motivate employees’ work attitude and behavior and thus 
organizations can motivate employees’ work effort by using alternative ways particularly by motivating them 
intrinsically (Ren 2010). In a similar note, Expectancy-Value theory which was originated from John Atkinson’s series 
of work on ‘work motivation’ (1957; 1964; 1966) gives the idea that individuals perform their task on the basis of 
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their perceived value. If they value any task positively they tend to perform it, on the other hand, they avoid the task 
that they value negatively (Wigfield & Eccles 1992). Built on Lewin’s (1938) work, Atkinson explained that individual’s 
achievement motivation and incentive values are the drivers of achievement related behavior. On the basis of these 
two theories, present study postulates that value internalization can produce better value congruence, in response, 
which motivates the individuals of an organization intrinsically. Thus, motivated employees work better as they give 
priority to the organization’s interest.  
Instrumental values are the modes of behavior that facilitate the achievement of terminal values, whereas, terminal 
values are the self-sufficient end states that a person endeavor to obtain (Meglino & Ravlin 1998). In the management 
literature, task-related values are often used as the synonymous with instrumental values (See Meglino & Ravlin 1998, 
Mohd Ezane et al. 2011, Wigfield & Eccles 1992). The present study also followed the suit. However, to guide the 
task-related value to attain greater and sustainable values, it is argued that there is a need for core values. Researchers 
suggested that individual and organizational core values have considerable influence on strategy choice and their 
implementation (Gagliardi 1986, Tichy & Charan 1995).These core values guide to determine which problems are 
needed to be addressed, as well which solutions needed to be perceived (Dutton 1986).   
Usually core values represent the foundation for the feeling, behavior and act of individuals and organizations, in 
normal life style as well as within a work setting (Williams 2011). With having the intrinsic meaning and importance 
to the individuals at work place, core values motivate employee’s behavior to improve the fit between the strategy 
and action (Pant & Lachman 1998). Moreover, organizational core values serves as a decision guide to make the right 
moves for decision making for the managers (Donaldson 1996). As such, core values help to direct the companies’ 
conduct for implementing the ethical judgment grounded on what all employees possess in their work place (Williams 
2011). Moreover, these values help to create conducive interpersonal environment and stability within the 
organization (O’Reilly et al. 1991), they help reduce and/or eliminating chaos at work place by positively influencing 
member’s behavior through forming the base for order (Meglino & Ravlin 1998).  
To instill the core values in the organization is not enough as employees may not be aware of the reason to stick to 
it and also they may have the lacking of understanding of how to live up it (Maio et al. 2001). To bridge this gap it is 
crucial to focus on value internalization to achieve value congruence, as without having the match between 
individuals’ and organizations’ values and goals conflicts will be aroused (vanRekom et al. 2006). Chatman (1989:339) 
stated that, work value congruence is “the congruence between the norms and values of organizations and the values 
of persons”. As Williams (2011: 322) suggested, the essence of core values and their meaning should be reflected 
into the training programs as well as in all learning efforts. Consequently, it allows bringing the “group actions into 
existence and produces their continuity” (Asch 1952) which helps transforming the individuals into a harmonized 
and dedicated team (Humble et al. 1994). Moreover, it permits them to reach the ‘ultimate ends’ of the organization 
(vanRekom et al. 2006).  Hence, it is proposed that: 
P1a: Core values help to produce value congruence. This relationship becomes stronger when it is moderated by 
value internalization process.  
P1b: In turn, congruent values produce positive attitude and behavior among employees which direct the mode of 
conduct to achieve the end state outcome 
 
5. VALUE-BASED SERVICE DELIVERY (VBSD) SYSTEM AND ITS UNDERLYING VALUES 
It is suggested that, organizational values and their congruence influence higher service performance (Dobni et al. 
2000) due to the fact that these values provides self-fulfillment, spirit and reward (Chu 2008). Furthermore, service 
organization’s competitive performance is largely driven by its individual’s performance as individual’s attitude and 
behavior influence their productivity (Drucker 1991). Under this logic, in the context of VBSD, it is proposed that 
184 
 
employees’ favorable attitudes which are shaped by the organizational core values positively influence service delivery 
performance (i.e., service quality).   
Service delivery process is considered as the way of achieving end state or desired outcome (i.e., customer perceived 
value). Indeed each stage of any service delivery process performs some activities. However, it is suggested that 
there are underlying values exist in each stage and activities that is needed to be pinpointed.  Furthermore, it is 
needed to mention that service delivery cannot be separated from its customer as service delivery and service 
consumption occurs at the same time (Shiffler & Coye 1987). Therefore, values embedded in service delivery process 
also focus on customer aspects.  
According to Zeithaml (1988), customer perceived value is what values customers get in lieu of what they give (e.g., 
money, time, energy and so on). It is suggested that, value and service quality are two interrelated but different 
constructs (Iacobucci et al. 1994, 1995) where service quality determines the customer perceived value (Parasuraman 
& Grewal 2000). However, this relationship is not so straightforward in the context of services. In more detail, 
quality of the services that is being delivered help producing the favorable values for the customer during the service 
encounter, which shapes customer’s overall perceived value in turn.  
Due to the inseparable, intangible, perishable and heterogeneous nature of services, it is difficult to measure the 
service quality. However,  grounded on the expectancy-performance theory, Parasraman et al. (1988, 1991) have 
developed five widely used dimensions of service quality. These are: reliability, responsiveness, assurance, empathy, 
and tangibles. Moreover, Bitner et al. (1990) identified three major service delivery components that influence 
customer’s satisfaction/dissatisfaction. These are; service recovery, spontaneous delight, customization/flexibility and 
coping. 
Proper handling of service quality produces emotional, practical and logical values during the service encounter. 
Hartman’s (1961, 1967, 1973) axiological dimensions of value gives the rise of the notion that value-based service 
delivery includes delivering the extrinsic, intrinsic and systematic values. Later, Barnes and Mattsson (2008) adapted 
Hartman’s (1967) axiology and developed modified framework classified values as emotional, practical, and logical 
values. Eventually, these values ultimately help forming the overall perception of customer values, i.e., customer’s 
overall assessment of net gains (e.g., quality, prestige, comfort, etc.) and their contribution (money, energy, time, 
effort, etc.) associated with the service that they acquire (acquisition value). In a nutshell, through the delivery of 
quality services, service organizations create a conducive environment for customers during service encounter by 
providing and considering customers’ value in terms of which drives the overall customer perceived values. Hence, 
the study proposed: 
P2a: Once employees are morally motivated and abide by the companies’ core values, it enhances employees’ 
performance and thus quality of services also is increased. 
P2b: Proper handling of service quality produces better value during service encounter.  
P2c: The value produces during service encounter, further stimulate better customer perceived value. 
 
6. END VALUES 
Recent years, companies are more concerned for finding better ways for creating values that can differentiate their 
service offerings to enable them to retain customers (Shaw & Ivish 2002). By taking care of the values in service 
delivery process, customers feel satisfied (deRuyter et al. 1997), their level of trust increases (Hassan et al. 2008, 
Maxham 2001) and become loyal towards that particular service (Lam et al. 2004, Parasuraman & Grewal 2000, Pura 
2005, Yang & Peterson 2004).    
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Besides, as today’s organizations are very much aware of the importance of delivering better values, they prioritize 
the ecological and corporate social responsibility related issues (Enquist et al. 2007). Although, recent corporate 
leaders and business models are emerging to achieve the business goal as well as the societal welfare, still there is a 
lack of an overall framework that can guide this effort (Porter & Kramer 2011). Moreover, they have argued that 
most of the businesses are focusing on merely the corporate social responsibility which is not addressing the social 
core issues. However, as Edvardsson and Enquist (2006) has stated, companies that give priority to corporate social 
responsibilities or triple bottom-line thinking, are very much conscious with avoiding producing and delivering 
negative values (such as environmental pollution or use of child labor) and its effects (e.g., negative word of mouth) 
to prevent values to be destroyed. Moreover, these types of companies try to align themselves with positive values 
such as to maintain ethical standards, emphasizing social welfare or to adopt recycling ways of doing business 
(Edvardsson & Enquist 2006).       
Along with the customer value it is suggested that value-based service delivery may help achieving the value for 
society. By using this value-based service delivery model, focusing on core values at the beginning of the process, 
internalizing the values between individual and organization level, and by provoking value congruence, one 
organization will be better able to offer greater values to the society and hence will be able to perform societal 
welfare. Hence, it is proposed that: 
P3a: Towards the end, value-based service delivery helps to get customer satisfaction, trust and loyalty.      
P3b: It helps to get value for the society.     
The proposed relationships are all shown in Figure 1.  
 
7. CONCLUSION 
Present study’s conceptual framework is built on the premise that core values that drive a person as well as the 
organization is crucial in determining the values that are being delivered to its end-users. Researchers argued that 
the effect of value congruence is complex which is not fully captured yet and this complexity call for more research 
in the field (Choi & Price 2005, Finegan 2000, Kalliath et al. 1999, Nyambegera et al. 2001, Ostroff et al. 2005, van 
Vianen et al. 2004, van Vuuren et al. 2007). Moreover, by addressing and emphasizing the core values, organizations 
can achieve outstanding employee performance (Williams, 2011). Hence, organizations need to center the attention 
to inculcate the proper values in every aspect and every phases of the service-delivery process.  
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